Managerial Sex Stereotypes in an Ethnically Diverse Environment
Hawaii County is the most ethnically diverse county in the United States according to the U.S. Census Bureau. We hypothesize that encountering such diversity on a daily basis can cause individuals to confront and consider their prejudices before expressing them on a survey--specifically, that management students in the multi-ethnic environment of the University of Hawaii at Hilo will transfer their experience with ethnic diversity to sex role diversity. We hypothesize that our replication of Schein's classic gender role study will show little or no evident bias against women as managers. This is not to say that management students in a diverse environment will be free of sex or gender bias, only that they will be aware of the social undesirability of expressing such bias.
In 1973, Virginia Schein published her classic study, "The relationship between sex role stereotypes and requisite management characteristics" in the Journal of Applied Psychology. . She found that traits stereotypically attributed to males were also attributed to hypothetical managers, while those traits considered stereotypically "female" were not aligned with the managerial stereotype. This phenomenon has been confirmed in various studies since 1973. Over the years, it appears that the "think manager, think male" schema has weakened somewhat, especially among women, but it does persist the world over. For example, in a recent study of management students in the Netherlands, gender-neutral traits such as "reliable" were most strongly associated with the managerial stereotype.
The author concluded, however, that the gender typing of managers continued to lean toward male rather than female .
Background Stereotypes of Women vs. Stereotypes of Leaders
A schema is a framework for organizing and making sense of incoming information. Stereotypes can be thought of as person-related schemas, used to form expectations and predictions about people.
Stereotypes are characteristic of the way people process information.
Stereotypes lighten the cognitive load, streamlining the person perception process . In the absence of complete knowledge, stereotypes provide a template for interpreting ambiguous information. Stereotypes can distort perception , and perceivers are often unaware of the stereotypes they hold The existence of managerial stereotypes is an important issue for organizations. Those who make personnel decisions tend to carry an image or prototype of the ideal applicant for a given position, and favor applicants who best match the prototype. Stereotypes can be used to justify and maintain an inequitable status quo.
Schein's original studies of perceptions of managers indicated that characteristics attributed to successful managers correlated closely with those attributed to male managers, while characteristics attributed to female managers aligned with neither . The association of managerial qualities with stereotypically male characteristics has persisted through several replications of Schein's original study . The authors of one cross-cultural study of managerial women state, "probably the single most important hurdle for women in management in all industrialized countries is the persistent stereotype that associates management with being male" . Schein's findings are consistent with those of many other researchers. Subordinates, peers and superiors display a bias against female managers relative to their male counterparts . In a reevaluation of the 40 characteristics on the Bem Sex-Role Inventory, male and female undergraduates evaluated "has leadership abilities" and "acts as a leader" as among the most desirable traits for men, and among the least desirable traits for women 1. Similarly, the U.S. Department of Labor concluded that negative attitudes toward women in leadership positions constitute a major barrier to women's advancement into top management .
Leadership and management ability are so closely associated with men and masculinity that women aspiring to leadership positions often feel they must make a choice between the mutually exclusive roles of "woman" and "leader". Characteristics considered to be masculine are generally more highly valued than those deemed feminine and are associated with high status Good or effective leadership is perceived and described as masculine . Managerial success and career advancement are associated with masculinity. Emergent group leaders are more likely to possess masculine than feminine characteristics.
In a workplace assessment simulation using MBA students, less-qualified candidates who were perceived as masculine were selected for promotion over better-qualified candidates who were evaluated as less masculine. Women who are successful managers engage in some stereotypically masculine behavior and upperlevel executives of both sexes self-report more masculine characteristics than do individuals at lower levels. While effective managers are not necessarily the same as upwardly mobile managers, both good managers and successful managers are stereotyped as masculine. "Overall, managerial stereotypes continue as 'think manager-think masculine' and 'think manager-think male .'"
Ethnic Diversity in East Hawaii
The participants in this study are college undergraduates enrolled in management courses. In the course of their business studies, they have used standard management and economics textbooks. Their professors have themselves been trained in traditional business disciplines such as 1 The most widely desirable traits for men, according to male undergraduates, were: Masculine (6.45 on a scale of 1 to 7); Ambitious (6.1); Has leadership abilities (6.03); Acts as leader (6.03); Self sufficient (5.9); and Defends own beliefs (5.9). Female undergraduates listed the most desirable male qualities as Masculine (6.5); Independent (6.37); Self sufficient (6.24); Self reliant (6.21); Ambitious 6.18); Has leadership abilities (6.13); and Acts as leader (6.13). Both male and female undergraduates ranked leadership as much less desirable in women. Male subjects ranked the desirability of "Has leadership abilities" for women at 5.05 on a 7 point scale, or 22 nd out of a list of 40 traits, and "Acts as leader" at 4.95, 24 th out of 40. Female undergraduates ranked "Has leadership abilities" at 4.62, 23 rd out of 40, and "Acts as leader" at 4.55, or 25 th out of 40. It appears that it is marginally more acceptable for women to possess leadership qualities than it is for them to exercise actual leadership.
organizational behavior, marketing, information systems, accounting, and economics. Like the business students in previous studies using the Schein Descriptive Index, these participants have been exposed to mainstream management practices and beliefs. It seems reasonable to predict that their managerial stereotypes would prove similar to those in previous studies-that is, that their conception of "successful manager" would align with the notion of "successful male manager" while "successful female manager" would stand apart from both.
Unlike participants in previous studies, however, these students have chosen to pursue their college education in an environment of exceptional demographic diversity. Using 2000 Census data and USA Today's diversity index (which measures the probability of two random individuals in a given county being of different races), the Associated Press deemed Hawaii County to be the most demographically diverse county in the United States. 21.4 percent of Hawaii County residents claim two or more races. The national average is 2.4 percent. .
Presuming that seeking out a diverse college environment signals tolerance of ethnic diversity, how might this relate to participants' stated beliefs about gender stereotypes? Among college students, acceptance of negative racial stereotypes has been found to correlate positively with acceptance of traditional gender roles . An individual's tolerance of diversity and willingness to spend four or more years among peers of different ethnic groups implies a lack of adherence to negative racial stereotypes. In turn, a low level of racial stereotyping is associated with a low level of gender stereotyping.
Research Question 1:
Are students who pursue their education in a demographically diverse environment less likely than participants in previous studies to reveal a stereotypical "think manager, think male" bias as measured by the Schein Descriptive Index?
In previous studies, female participants generally attributed positive characteristics to female managers while male participants seemed to hold negative views of female managers Research Question 2: Will male and female participants differ in attributing positive or negative characteristics to male, female, and gender-unspecified managers?
Methods
The instrument consisted of the 92 -item Schein Descriptive Index along with demographic variables. The Schein Descriptive Index is a list of 92 adjectives and descriptive phrases such as "adventurous," "demure," and "dominant" It has been used to study attitudes of working managers (e.g. and students (e.g.
The participants randomly received an instrument with only one of the three conditions: successful manager, successful male manager, or successful female manager. Having a successful manager in each condition, as opposed to simply a manager, risks narrowing the variance in the responses, but ensures comparability. This approach follows .The introductory paragraph follows the one used in Deal and Stevenson's study:
You will find a series of descriptive terms commonly used to characterize people in general. Some of these terms are positive in connotation, others are negative, and some are neither very positive nor very negative.
We would like you to use this list to tell us what you think (successful managers/successful male managers/successful female managers) in general are like. In making your judgments, it may be helpful to imagine that you are about to meet a person for the first time, and the only thing you know about them is that they are a (successful managers/successful male managers/successful female managers). Please rate each word or phrase in terms of whether or not it is characteristic of (successful managers/successful male managers/successful female managers) in general.
a.
Yes, I understand the instructions b.
No, I do not understand these instructions
Two surveys had a "b" response to this item and were discarded.
For the following 92 items of the Schein Descriptive Index, participants indicated, on a scale of 1 through 5, how characteristic each trait was of their hypothetical manager.
Participants could indicate that they were not familiar with the word or phrase.
These "don't know" responses were converted to missing values for statistical analysis, but otherwise preserved. A typical item reads: Of the 117 participants whose surveys were included, 32 individuals claimed membership in two or more ethnic groups. The remaining participants identified themselves as American Indian or Alaska Native(1),Chinese(2), Filipino(8), Japanese(14), Korean(4), Native Hawaiian(5), Pacific Islander other than Native Hawaiian(10), Portuguese(3), Southeast Asian (1), White or Euro American(29), and unspecified Other (6).
Two participants declined to identify ethnicity.
Results
To discern significant differences, the results were analyzed using the independent samples t-test in SPSS for Windows. The cutoff for significance was at p<.06.
Perceptions of Successful Male Managers, Successful Female Managers, and Successful Managers
The "think manager-think male" stereotype was not strongly characteristic of these findings. Summing the absolute values of the differences in all 93 characteristics showed that the total difference between "successful manager" and "successful male manager" exceeded the difference between "manager" and "successful female manager."
T-tests (see Appendix A) indicated that compared to successful managers, successful male managers were seen as significantly less curious, less prone to having feelings easily hurt, less forceful, lower in self regard, less industrious, valuing pleasant surroundings less, and less well informed.
Compared to successful managers, successful female managers were viewed as less adventurous, less curious, recovering less quickly from emotional disturbances, and less reserved. When successful male managers and successful female managers are compared directly, female managers are seen as less adventurous, more assertive, having feelings more easily hurt, having higher self regard, being more industrious, and valuing pleasant surroundings more.
While some of the results are consistent with traditional gender stereotypes (e.g. female managers are seen as more emotionally vulnerable than male managers), there does not appear to be a significant alignment between "male" and "manager," nor does there seem to be an overwhelmingly negative bias against female managers. The latter are seen to be more assertive, industrious and higher in self regard than their male counterparts, while successful male managers are viewed as less forceful, lower in self regard, less industrious and less well informed than successful managers in general. Among male participants, successful female managers differed significantly from successful male managers in only two negative characteristics: dawdler and procrastinator, and timid. Both traits were seen by male participants as more characteristic of successful male managers.
Discussion
It appears that while the survey participants attributed some stereotypical characteristics to the hypothetical woman manager, the "Think Manager-Think Male" bias was weak to nonexistent.
Previous studies of managerial stereotypes indicate that the "Think ManagerThink Male" is disappearing in women, but persists in men. In this study, men did not display a stronger "Think Manager-Think Male" bias than did the female participants. .
The results of this study bring up a number of issues for future investigation.
Social desirability bias. Does a lack of "think manager, think male" bias indicate that little such bias exists among these participants, or that students are sensitive to the social undesirability of such bias? Such social desirability concerns have not prevented the emergence of the "Think manager=think male" association in previous studies using the Schein Descriptive Index.
Is such sensitivity at least a step in the "right" direction, or an indication of hypocrisy? Why would such social desirability bias not have been as evident in previous studies?
Powerful female figures in the host culture. Why does there seem to be a "think manager, think female" bias in this group? Is there any relation to the powerful female figures who are prominent in the history and iconography of the host culture? Is there any relation to the "tita" stereotype?
What does "manager" mean to students? When students are imagining a "successful manager," what sort of occupation are they envisioning?
If the participants had been asked to envision only a manager, rather than a successful manager, would the results have differed greatly?
Are successful female managers perceived as rare but hyperconforming to the managerial stereotype? 
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